676
LT

AD-A236

NAVAL POSTGRADUATE SCHOOL @
Monterey , California

THESIS

IMPLEMENTING STRATEGY IN A BUDGET:
A MODEL OF THE COAST GUARD RESERVE

by

CARL DOUGLAS BROMUND

JUNE 1990

Roger Evered

isor:

. = y

‘ Approved for public sslease;
Distrtbution Unlimited

91-01868
T . 9611 146




THIS DOCUMENT IS BEST
QUALITY AVAILABLE. THE COPY
FURNISHED TO DTIC CONTAINED
A SIGNIFICANT NUMBER OF
PAGES - WHICH DO NOT
REPRODUCE LEGIBLY.




Unclassified

SECurity CLASSIFICAT) C1 a
REPORT DOCUMENTATION PAGE
ta REPORT SECURITY CLASSIFICATION 1 RESTRICTIVE MARKINGS
Unclassified
Ja SECURITY CLASSIFICATION AUTHORITY 3 DISTRIBUTION/AVAILABILITY OF REPORT
e N 1 .
25 DECLASSIFICATION ' DOWNGRADING SCHEDULE Approved for public release;
distribution is unlimited
4 PERFORMING ORGANIZATION REPORT NUMBER(S) S MONITORING ORGAN:ZATION REPORT NUNBER(S)
6a NAME OF PERFORMING ORGANIZATION 6b OFFICE SYMBOL | 7a NAME OF MONITORING ORGANIZATION
Naval Postgraduate (# applicable) Naval Postgraduate School
School 036
6¢ ADDRESS (City. State. and 2iP Code) b ADORESS (City. State, and 2/P Code)
Monterey, CA 93943-5000 Monterey, CA 93943-5000
B8a NAME OF FUNDING / SPONSORING 8b OFFICE SYMBOL 3 PROCUREMENT INSTRUMENT IDENTIFICATION MUMBER
ORGANIZATION (it applicabie)
8¢ ADDRESS (City. State. and 2IP Code) 10 SOURCE OF FUNDING NUMBERS
PROGRAM PROECT Task WORK UNiT
ELEMENT NO I NO NO ACCESSION NO

VYOLTUE (include Secunty Classification)

IMPLEMENTING STRATEGY IN A BUNGET:
A MODEL OF THE COAST GUARD RESERVE

O PERIONAL AUTHOR(S)

BROMUND, Carl D.
"33 TYDF (™ REPORT ) ‘Ip T'AME COVERED 14 DATE QF REPORT (Year Month Day) ['S PAGE (QUNT
Master's Thesis fROM 10 June 1990 92

et

"6 scEAievenTaRy NOTATION The views expressed in this thesis are those of the author and do

not reflect the official policy or position of the Department of Defense or the U.S.
overnment

COSATI CODES 18 SUBLECT TERMS (Continue on reverse if necessary and ident:fy by block number)

FELD GROUP SUB-GRQUP

Strategy, Budget, U.S. Coast Guard Reserve

"9 ABSTRA(T (Continue on reverse if necessary and :dentify by block number)

This thesis discusses the managment strategy of the Coast Guard Reserve;
it examines the formulation and implmentation of strategy. A model to
develop and implement strategy is proposed, which defines the role of the
budget in this strategic management process. The recent strategy of the
Coast Guard Reserve is analyzed using this model. This analysis seems to
indicate that the Coast Guard Reserve had no explicit strategy in the ’
1980's; however, the Reserve did execute an implicit strategy as inferred
from its actions. This implied strategv enioyed varying Aeqgrees of success
depending on the criterion of evaluation. Where the criterion shows limit-
ed success, I recommend solutions to the various prohlems. A principle
solution involves the Coast Guard Reserve expanding and formalizing the
strategic process, including the use of the hudget as a means to that end.

3 D STRLT ONCAVAILABILITY OF ABSTRACT 21 ABSTRACT SECURITY CLASHIFICATION
KX NCASSIFEDAUNUMITED [ SAME S RPT Oonc usens | Unclassified
P
218 NAME OF RESPONSIBLE !NDIVIDUAL 220 TELEPHONE (Inciude Area Code) | 22¢ OFFILE SYMBOL
Roger Evered (408) 646-2646 54 =
DD FORM 1473, 84 MmaR 83 APR eait:0n may be used unt)l exhausted SECURITY CLASSIFICATION OF THis PAGE

All other editiOns are obsolete




Approved for public release; distribution is unlimited.

Implementing Strategy in a Budget:
A Model of the Coast Guard Reserve

by

Carl Douglas Bromund
Lieutenant Commander, United States Coast Guard Reserve
B.S., State University of New York, 1981

Submitted in partial fulfillment of the
requirements for the degree of

MASTER OF SCIENCE IN MANAGEMENT

from the

NAVAL POSTGRADUATE SCHOOL
June, 1990

Author: (/‘M/é%/»’/é" : 57”/( -

rl Douglds Bromund

Approved By: M\% %M

Roge . Evered, Thesis Advisor

0 o200 [ZQL,‘

Captain T. R@Ber Pike, USCGR, Second Reader

<

David R. Whibphe, airman
Department of Administratiyve Sciences

ii




ABSTRACT

This thesis discusses the management strategy of the
Coast Guard Reserve; it examines the formulation and
implementation of strategy.

A model to develop and implement strategy is proposed, which

defines the role of the budget in this strategic management

process. The recent strategy of the Coast Guard Reserve is
anzlyzed using this model. The analysis seems tc ndicate

trhat *lhe Coast Guard Reserve had no explicit stratecy in the

»

1920's; however, the Reserve did execute ar impiicit
strategy as inferred from 1ts actions. This implied

strategy enjoyed varying cdegrees oI succes:s depending orn the
criter.con ¢f eva.uaticn.

tere the criter.on chows limited success, I recommend
so.uticns Yo the variouz problems. A principle solution

Lnve.ves tLe Coasi Guard Feserve expanding and forma.izing

ciuding the use of the budget as a
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I. INTRODUCTION

A. BACKGROUND

This study responds to a need for strategic planning by
the Coast Guard Reserve. The intended future direction for
the organization, and the <corresponding commitment of
resources, wi:! reguire a firm foundation and c¢lezr vision

to deliver a successful outcome. The first need is for a

b oa

theoretical framework to distinguish and relate the critica

compenents in the strategy management process. Errowered

g
with this knowlecd:e, decision makers can the. mere
effectively devise and implement an apprcpriate strategy.

Severa. facicyrs combine tc make these cho.zes more

critica. fory the Crest Guard Reserve. First, recent rapid
crever. In naticneal expencditurez o drug airnteraicilion anda

defense Zmpactes the active duty Coast Guard's emphasis, and
conceguently thrh:z Coast Guard Reserve. Seconc, competiticn
i'e

for funging in the Federal! Budget arena may change because

of Gramr-Rudman deficit restrictions and the growth of
appropriations in entitlement programs. Third, military

programs may come under further pressure towards reduction
given the dramatic changes in the Soviet Union and Eastern
Europe. Finally, demographic trends may reduce the pool of

entry level youths for the Armed Forces.

}-—




This environment of constrained resources will dictate
obtaining maximum value from resource commitments.
Successful competition for these resources may require a
clear articulation of an organization's costs and benefits.
Investments may last longer and become more irreversible.
The impact of decisions could increase, as the number of
choices declines. Since strategy focuses on decisions about
the future, the subject may prove especially useful in these

Limes.

B. OBJECTIVE

The obZective of ihis study iz tc develor & . ctciype O
tirategic managemen® process for use by the Coazt Guard
focuses on management's intention to

achievs cobjectives, and use c¢f available resources to that

11}

C. RESEARCH QUESTION
The primary research question asks: how 135 the strategy
of the Coast Guard Reserve implemented in its budget ?
Subsidiary questions examine:
- What is the definition of strategy 2
- What was the past strategy of the Coast Guard Reserve

How effective was that strategy 7
- How can the strategy be improved 2

J




D. SCOPE, LIMITATIONS AND ASSUMPTIONS

This thesis examines the practice of strategy by the
Coast Guard Reserve. It examines decisions on the future of
the organization, especially its use of resources +to
accomplish goals. To examine strategy, the goals will be
discerned, and consumption of resources will be related to
the accomplishment of the goals. The budget provides a
useful! framework for this analysis because it relates
resources anc goals by consumption and accomplishment.

™} o _ N L. B PR £ [ -, - . cede d
Tre SCOPE lncC.uder sirategy formulzEiion anc execucicn.,

Trl: 1hlesls  a@ssumes & basic know:edge oI management
activities and tle Coast Guaréd Reserve on the part cf the

Tie tlewl:z procreeds sequentiall; +through four main

- Zelel. s Celine the conrcept cf strategy
Af. .. .ng . ¢ *he Coast Guard Reserve to infer

- Ekva.uating the success of that strategy agains:
Ciffevert criteuvls

- Ueing tre budget to develiop solutions to the various
EriL.e izentifred,

E. LITERATURE REVIEW AND METHODOLOGY

This thesis propeoses a model for developing and
executing strategy. The methodoiogy inciudes a literature
review to develop a model! of strategy. Thern, that model is

applied tc the Reserve program over the past decade to infer

(8]
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the organization's strategy. Next, analysis discerns
factors for success or failure, identifying key 1issues and
problems. Fcliowing this, various solutions are recommended
fcr these problems. The thesis concludes by recommending a
formalized strategic planning process to solve current

problems and avoid recurrences in the future.

F. ORGANIZATION OF STUDY
Tix thesis organization parallels the methodcliogy.

nart-. II presents theoretical! elements ¢! =sirategy and

Ve

So.ng toern. 1. & model. Chapter III applies *the model tc
.fer the strategy cf the Reserve progran i the past
Secads Thapter IV evaluates the effectiveness cof the
strateny ana 1dentif:es some shertcomings Chiapter V¥
Cmvelopsz Zoluticns Lo the strztegy's proklems A epllogue
Craw s Lono.uSilLs and makes recommencdatlionI.




IT. STRATEGY: A MODEL

A. CHAPTER INTRODUCTION

This chapter seeks to provide an overview of strategy to
be used as a foundation for later evaluation of the Coast
Guard Reserve. The budget is a component of strategy, and

subsequently serve as the focus for analyzing the

¢f the strategy of the Coast Guz:d Fesevve
depends fi:st on & defirnitiocrn of the tern strate

1

g
Chapte: 17 addresses severa preliminary gquestions including

fiming strategy and the tcle cf the budget in s:irategy.

[N

14
3
)
b
o

“.& to tneis gquestlons provide a foundation to explore

¥.lllin tne charnte:, each section explores different
Lzleygs . Szclion B delineates the conci
wr.cl. crezte the need fcr strategy. Sectionn C offers

f.nitionz of stiztegy, places these defiritions in

ot

he business context, and introduces the role of the budget.

The following section expands these definitions, to view
strategy as a system with formulation and implementation
stagecs. The next section addresses the role of the
strategicsl in directing the system. Then comparison of

5

military and business strategies further illustrates the

(6}



decisions made by the sirategist. rinally, a format to
evaluate strateglies is provided, along with a discussion of

ultimate control systems for the different strategies.

B. BASIS FOR STRATEGY

Nature <contains the basis for strategy. Scarce
resources and the competition for survival! are fundamental
laws o0f nature. Yet only man with the ability to
conceptualize, symbolize, and reason can practice strategy.
Threugl thinking and planning, organizations hope to prevail
by ezxpioiting advantages in obtainir- and using resources.

Strategy ic man's response tc the following conditions

- Finlte resources

~ Uncervainty zboul a5 adversary's capakility and
intention

- Irreversible comtitment of resources

- Necessity c¢f coordinating action over time and distance

- Uniceritainty about conitrol of the initiative

- The criticz. nature ¢f the adversaries' mutuz.
perceptions cf eacl other (Albert and others, 1983,
o~ 2)

The history of mankind reports the survival and growth
cf those organizations that excelled at strategy in response
to these conditions. Continued failure in this activity
leads oniy to extinction.

Hence, successful survival is one reason to study
strategy. Both business and the military have the need to
survive in their different environments; their goal is to

prevail even in the face of adversaries. Survival serves as




a cataiysi to other organizational goals. Without
existence, the organization cannot accomplish its remaining
goa.s.

Wherever the above conditions exist, one individual or
organization can dominate an opponent through effective use
cf strategy. Decision making and uncertainty characterize
this climzte. Therefore, strategy seeks to provide a method
for making those decisions which critically affect the
outcoms cf the competiticr:. The definitions offered in the

c

new. fection prace decisions at the core of strategy.
C. CORPORATE STRATEGY
1. Definitions
iticn zomes from Steiner, speaxing of

TSI e . - - - o R - .
:rot= ¢f ceorporeie strategy ac:

(*
i
m
m
7]
T

v Elsteltlo Llentliflication of opportunmities and tlreats
Yhat i:e i1, +he future, which in combination with other
re:evant data provide a basics for a company's making
hetter current decisions to exploit the opportunities and
1o avoid the threate. (Steiner,i3%79,p. 14)

Andrewsz cffers 2z competing definition of strategy

o)
1443

the pattern of decisions in a company that determines
and reveal: itz objectives, purposes or goals, produces
the principa. policies and plans £for achieving those
goals, and definez the range of business the company is
to pursue, the kind of economic and human organization
it is or intends to be, and the nature of the economic
and ncr.-economic contribution it intends to make to its
shareliolders, employees, <customers and communities.
(Andrews,1980,p. 28)




Evered distills these definitions even £furthe:,
saying:
strategy is dominated by the determination
of...purpose..., and by consideration of the future
character of the firm in relation to opportunities,
threats, and constraints. (Evered,1983,p. 61)
Note the absence of any unique features which would
exclude non-profit or military organizations from these

definitions. Business organizations operate in the

commercia. arena, where survival is motivated and sustained

Ly prefit. Naturally then, catalysts and threats to making
prei .t will fzvm the core of thy business environment and
corpcrate stirategy. But the definitions canz exteni tc¢ any
cormpeiitive environment as previously descrilbed. Strategy

deals w1tl. critical decisions, organizational purpose, and
ure *hreats and opportunitiecs.

2. Model

These definitiens help conceptua.ize <the idea of

strategy, but they do nct provide a methodclogy tc practice
atecy. Defining strategy as & prccess, p:ovides a means
tc apr.y the previous concepts. In this manner, Steiner
defines strategy as:

a process that begins with the setting of organizational

aims, defines...policies to achieve them, and develops

detailed plans to make sure that (they) are

implemented...to achieve the ends sought.
(Steiner,1979,p. 14)




With strategy thus defined, a model of the strategic
process can be derived to further illustrate the mechanics
of applying strategy. Andrews separates strategy into
"formulation and implementation" (Andrews,1981,p. 41)
stages. The formulation stage focuses on "deciding what to
do;" while implementation points to "achieving results.”

14

Andrews' model of this process is shown below:

K.__) FORMULATION — TMPLEMENTATION Sy |
(ptcioinG what 10 ao):\‘ /[Acuuvmn rEsuLTS }
p== 1. ldentification of ——— 1. Organization structure and f——ned
opporeunizy and rist conrorarg |~======P " " lel tionsnios
STRATIOY: Dlvieton of lebor
l T Coordinasion of Jiirvded
resgonsibe vty
2. Detersining the company's Inforeation systems
meterial, techmical,
financral ang — )
managerisl resources Patters of 2. Orgenizetions! Drocesses  femmmmmmed
purposes and behevior
an Stendards and measurement
policies I ’ Motivation and thremiive
et
pe 3, Persond) values #nd “'::;”9 Ca-z:or:gum
aspirations of senfor 3 comoany Recruitmens and development
|andgement ang 11§ of managers
¢ T business
3. Top lesdership —_)
e 4, ACknOwliedgement of < s
RONECONORIC reaponaibylit, =gy = Orgevisational
to soclety - ’ Pereonal

Figure 1 (Andrews,1980,p. 41)

a. JInterrelatjon of sStages

Andrews' general description of a complex system
shows each stage as a separate component to aid
understanding; however, no such clear distinctions occur.
Steiner describes the overlap saying "planning cannot be
disentangled from such management functions as organizing,

directing, motivating and controlling." (Steiner,1979,p. 4)




Be refers to a report from a Conference Board Survey

descriking the manager in multiple roles:

...his role as planner is meshed with his 1role

as

organizer, director, and so on, in a seamless web of
management; for instance, the thought he devotes to what
might be termed planning questions, and decisions he
makes about them, have implications for his exercise of
control; and vice versa. It is the whole of his job
that muc: be looked at, the interaction of the elements
of the management process rather than the individual

elements. (Steiner,1979,p. 4)
The overlap attributed to the manager's

vr.les to the strategist. Decisions in one

&

om
y e
(n
I

iy

inpact decision:z In cither areas. But the initia. cycie

-4 2

mentaticn sStage. Es an iterative process, one

[
=1

L&
-
@

prorts the next.,

o8

Formuiation Stage

tratecy proceeds lcgically frem the formulatiIcn (o

roles

area

The Zormulation stage produces s&alternatives,

fer the following reasons:

104
fu

LETEESAETY
Llternative strategies can improve the adaptability
thhe organization in two ways. Pirst, by explic:
exXxamining alternztives, .t is ¥

i
crganization will find some that are s

el
perior to their

curren: strategy. Second, the environment might change;
if alternative (contingency) plans have been prepared,
the organization is in a better position to respond
successfully. Alternatively, they can select a strategy
that performs well even if the environment changes.

(Albert and others,1983,p. 2-9)

The formulation stage requires information on

the organization, the environment, and the competition.

The

decision maker determines the relevance cf these factors and

10




considers the "Euturity of present decisions"
(Drucker ,1%74,p. 125). Steiner describes this as a look "at
tre chain of cause and effect consequences over time of an
actual or intended decision...." (Steiner,1979,p. 13) Since
the number of alternatives and valuation of information is
highly subjective, the formulation stage yields an infinite

number o0f choices.

¢. Implementation Stage

The implementation stage feeds on the
ailernat_.ves procduced in tre formuiatic: rhase.

*

Implementation regulrez selection of the copiimur aizernstive

an's abili*y ¢+ be implemented and achieve the

r-

ased on & P

crgarnizationa: goails Once selected, the strategy will
cictate a siructure and micsion fo: the organizaticu's
Lesiurces Besider =seiecticrn, the implementation phase
focuses on control activitiez, where contro. encompassecs

tihe LJma 2f divecting & variable, or set oI variables to
.eallze a goai....any centrol system  has three
cenpinencss linked by communications, these include a
Lengoy seiecter.... a.ns effectc: (Anthony,Dearden,
and bBeaforc,i?2t,x. 7).

The.:r function is similar to a thermostat.

(1) the thermostat has a thermometer (sensor) that
measures the current temperature in the room; (2) the
thermosta* compares this measurement with a preset
standard of the desired temperature (selector); and (3)
if the current temperature is below the preset standard,
tte thermostat signals the furnace to turn on and send
heat tc the room, and when the temperature reaches the
preset standard, the thermostat signals the furnace to

11




shut off {effector). (Anthony,Dearden, and
Beaforcd,138€38,p. 8)

The strategy identifies key eiements - factors
critical to 1its success. Control activities monitor these

factors and trigger responses to achieve the organizational

goals. The strategist's role in formulating alternatives
ircludes development of control activities. Alternatives
vary in ths degree +tha:t they £fit the situation, meet the

organization's goals, and are capable of controlled

irplementation.

The need for external controls decreases
prcrortionztely with the increase in members’ devotion to
tl.. corganizaticn's goaisg. BArndrews emphasizes this place of
VaLUEesL In contirol system:i. seying:

A syster ci ceontrels must be S“ppleme tec Ly 2z scelective
iyzre. ¢f executive recvuiitment and training. ILc system
i ogontrel, Lo oprigLanm ol rewards  and penaltieu no
precedures ¢f measuring and evaluating per‘o*mance can
Ternw the pLace of the individua. whc has & cleaza: idea of
rigrnt  and wrong, a consistent policy for himself...
‘Arncdrews, 1980,p. 216

Steiner again emphasizes the importance of

A final step in implementation concerns the control of
incéividua. behavicr to insure the achievement ©of
the...plans....Il* is only when activities of individuals
are directed toward the achievement of enterprise aims,
guided parti:y through these techniques, that strategies
are really implemented. This involves the entire
process of management. (Steiner,1979,p. 265)

12
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¢. Acaptation and Flexibjljity

The initial strategy system concludes in success
or failure. in an ongoing system, failure prompts adeptive
change. The decision maker starts a new formulation phase,

his judgment evolving with the experience gained in losing

effcrts. Steiner cautions against any end for this process,
saying:
it should ... be conceived as a continuous process,
especliall; with respect to strategy formulation, because
changes 1n the businezs environment are continuous.
{Sreinel cT¢ L. 14

Thie¢ introduces the need for flexiibility in tre
stretes,. Aiility “. zzcommodate change 1is a consideration
Woei BV&.udting a.iernatLve sirateglecs in & mere dynamic
env_ronn=nt . flen.l_ll1y ii = primery concerr in se.ecting a

The discugsicn Lo this poini, provides a basis,
Gefinition, and mode. fcr practicing strategy. However,

some ¢ the decisions are more critical than cothers to the
outceme o©f the competition. These <c¢ritical gquestions
directly relate to the profitability of the business f£irm.
The next section identifies the forces that will determine

the profitability and survivability of a business firm.

13



e. ica e
According to Porter, the businessman must
operate within an industry defined by five competitive

forces:"entry,
buyers,
current competitors (Po
explaining these forces

competitive forces wil

Reserve in Chapter III.

Entry Barricrs

Economics of Scale

Propriciary product differences

Brand adentity

Swatching costs

Capital requirements

Access to distribution

Absalute cost advantages
Proprictary learming cuise
ACCess Lo pecessary mputs
Prapictary fow-cost product design

Governmcnt policy

Tht

threat of substitution,

bargaining power of suppliers,

New | ntants

bargaining power of
and rivalry among

rter,1985,p. 6)." Porter's model

is shown in Figure 2. This model of

1 be applied to the Coast Guard

Rivalry Determinanis

Industry growth

Fixed {or storage) costs/value added
Intermittent overcapacity
Product ditfcrences

Brand identity

Swilching costs
Concentration and balance
taformational complexity
Diversity of competiiors
Corparate stakes

Exut barriers

New Entrants

cat ol

Expected retaliation

Bargaming Power
of Supplicis

Supplicrs

tdusery
Competitors

N

||IlL’l|\||)
of Rivaliy

Basgaining Power
of Buvers

Buyers

Determinants of Supplicr Power

[nllctentistion of inputs
Switclung costs of supphers and fiems ia the wndustey
Presence of substitate inputs
Supplicr concentration
Impoitance of volunic to suppher
Cost relative to total purchases in the industsy
Fmpact of iputs on cost v ditlerentiation
Threat of forward integration relatne to thicat of
backward integration by
firmy 0 the indusny

Relative price performance

Determinants of Buyer Power

Bargaining Leverage
Buycr concentrabion

Price Sensitivity

Lhreat of Price/total purchises

Substituices versus firm concentration  Praduct differences
Buyer volume Brand identity
Buyer switching costs Impact on quality/
rclative to lirm performance
Substitutes

switching cosiy
Buycr information
Ability 1o bachward

integrate
Substitute products
Pull-through

Buyvr profits
Decision makers'
incentives

Determinants of
Substitution Threat

of substitutey

Switching couy
Buycer propensiy to

Figure 2 (Porter,1980,p.

substitute

6)
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In the strategy system, the information to
initiate the formulation phase focuses on identifying these
industrial attributes as they pertain to the company and its
competitors. The company then calculates the futurity of
this information and develops alternatives, as previously
described on page 10. Porter fits business strategy into
one of three generic categories: "overall cost leadership,
differentiation, or focus (Porter,1980,p. 35)." His model
of the risk in these strategies is shown in Figure 3.
Control mechanisms target the significant risks. of the

particular strategy.

RISKS OF COST RISKS OF

LEADERSHIP DIFFERENTIATION RISKS OF FOCUS
Cost leadership is not sus-  Differentiation is not sus-  The focus strategy is imi-
tained tained tated
¢ competitors imitate . compcli(or§. imi(at_e The target segment be-
¢ technology changes e bases for differentia- comes structurally unat-
¢ other bases for cost tion become less im- tractive
leadership erode portant to buyers o structure erodes
¢ decmand disappears
Proximity in differentia- Cost pronimity is lost Broadly-targeted competi-
tion 1s lost tors overwhelm the scg-
ment
 the segment’s differ-
ences from other seg-
ments parrow
® the advantages of a
broad linc increase
Cost focuscrs achieve even  DifTerentiation focusers New focusers sub-segment
lower cost in segiments achicve even greater dif- the industry

ferentiation in segments

Figure 3 (Porter,1980,p. 21)

15




Pcrter's modei: upgrades the simple economic
model of suppiy and demand, which states that a market will
establich an equilibrium price at the intersection of the
supply and demand curve. This equilibrium price will
continue unless some force shifts the supply or demand
curve. In general product markets, the demand curve shifts
due to a change in consumers' income, the price of
substitute items, or the price of complementary items. The
y curve shifts due to a change ir technoliogy or price
£

ctors of production. These curve shifting

v

changes in the f

fastone curvezspond divrectly to the facicrs Porter includes

. 4+ - o . PR . [P W — h - - - -
1. thig contexl, runiners stratecy becomes &

cktein & comperative advantage or monopsony in a

markes foor the faztov: of production cr monopory in the
finicshed goouds market. It requires a tiLcrougnh knowledge of

any's interna. strencthz and weaknesses anc¢ the

<

external competitive environment. In & limited view, the
c.rategy proces: in bus.ness <focusez on three processes
whicl. seek to obtain, develor, and exploit a comparative
acvantage:
- obtzining manpower, capital and technology (resources),
- combining them in an organization, using budgets and
other operational plans (transiocrming), and

- marketing and distributing finished goods and services
to consumers (output).
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Porter's model shows that a main goal of the
strategy process is to reduce the potential for external
forces to shift the demand and supply curves. Competition
could not displace a firm with a comparative advantage in
providing a particular good or service. Business firms gain
and hold competitive advantage by becoming the most
efficient producer of a good or service, and focusing that
product to the needs a particular market. Anscoff's model
characterizes this market focus in his model of the types of
strategic thrust shown in Figure 4. These thrusts show
potential directions for an organization; they will be

applied to the Coast Guard Reserve in Chapter 1V,

ENTREPRE
NEURIAL COMTINUITY SBCONTINTY
sTABLE AEACTIVE ANTICWATING EXPLOAING CREATIVE
MARKETING
IXED EXPANSION OF EXPANSION YO EXPANSION TO | OPENING
NOOUCTS - | FamiLian AELATED FOREIGN NOVEL
MAK S\ MaARKETS{ MARKETS MARKETS WARKETS MARKETS
STALE ~C
A INCREMENTAL | AELATED wOVEL PIONEERING
10 MARKETS PAOOUCT PRODUCT PRODUCT PRODUCTS
ADAPTATION NNOVATION CONCEPTS
BASFD ON
> KMOWN ADOPTIONOF | CREATION
i REACTIVE :‘.::::Lv:nct of TRCHNOLOGY ] wew Of MOVEL
S MARCET SanE TECMNOLOGIES | TECHNOLOGIES
ANTICYH
AGGATSSIVE SEARCH
PATING OF MAAXET SHant
- ————
3 J‘moam‘.- ADOPTION OF NEW MARKETING CONCEPTS
.
g cARATIVE PIONEEANG MARKETING CONCEPTS

Figure 4,(Ansoff,1979,p. 65)
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The niche question focuses strategy or.
pos}ti ning an organization in 1its environment to achieve
‘dominance. A dominant position results from compza:.z:ive
advantage. So, while the environment changes between

-
military, commercial and public sector activities - the
purpose of strategy, to achieve dominance, remains the same.
This dominance leads to surviva: and accomplishment of
additional organizationa! goals.

The fundamenta! processes of oltzining and

transierrming resources I1nte cutput are alsoc the same irn

mIilitary nd coomerclas activities. Bescicdes viewing
alternatives ths7 pozit_.on trhz organizeiicn in & desired
niTn-, (ke strateglist muct consider the flexilllit. o this
new FCEitlon. A. the e“v1fonment changes, znd new ctrategy
evolives to meel these changes, the organization may need to

m
A8
T

c.iowing strategy se.ection, control activities

Slreln impiementation. These contrc: activitiez will vary
Ceperding on the girategy. Steiner notes that:

No company ever made a nickel! of profit by making plans;

profit flows from the implementation of plans. The aim
of strategic planning...is to formulate superior
strategies and to implement them effectively.

(Steirer,137%,p. 21%)
The budget is a key mechanism for ensuring that

occur with the implementation of a strategy. But

w3
4 ]
(¢]
th
}a
ad
"

profits resull {rom sales to markets externnal tc the firm.
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Tne Dbudget can only hope to target costs within the firm.
ing costs - developing the product at a certain
efficiency, the p.oduct can be competitively priced . the
external market. This pricing advantage leads to sales and

profits. The next section further describes the role of the

budge®.

D. BUDGETS

R an examp.e, ir tl- cost leadership strategy, a budget

Ps - 4} - - - £ o~y - - Y I . P B -

formz the kg:zl:z icr a conitru. system. It provicdez an

s : ) L p—— PR LR _

LLel LIt Dl CoTinli. assets and dellive:r a prodgct The
- - - PO ~ - = -4 ~ - - Vo=

oL al - T <o budge: te calges - Cw costs -3 the

- - [P, . ~ 4 .. —mp vy = ey Y . [P S A . -4 e T e - S e .

TLLOAUT LY bour « clTonpELIReC S SuUIITieny vVooune LN the

I theze Zzrgezts are achieved, the strategy

woll gwzeeed., Thi: soicep:n swests wne definition ¢f budgets
cfiers:l ‘».‘J Stelin=l
Sudgels alf integretii. methcds te translate strategic
1LE5n: 0 Lnto current actions They are guides tc¢ action.
Tey e ctandarde fo: coordinated acticn and  thew
Froviii = nezi: for contrelling performance to see that
- . . - K e - K - . < \
iU Lo oinosonsormance with plans.  (Steiner, 197%,5n. 2155

This definition parallels the wuse ¢f budgets in
government organizations. Wildavsky cites multigple
definitions for budget inciuding:

links betweern financizl rescurces and human behavior in
crder to accomplish policy objectives....concerned with
translating financial resources into human purposes....a
series of goals with price tags attached....a mechanism
or maxing choices amcng alternative expenditures. When
b 2hoices eare related to one another so as tc achieve

(r th
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desired goals, a budget may be called coo:dinated.
Should it 1include a detailed specification oI how
obiectives are to be achieved, a budget may also sezve
as a plarn of work for those who assume the task of
implementation. 1f emphasis is placed on achieving the
most poiicy returns for a given sum of money, or on
okbtaining the desired objectives at the lowest cost, a
budget may become an instrument for efficiency.
(Wildavsky,1988, pP. 2)

n

a2z the company implements its strategy, it operates the
control activities and monitors activity of its competitores.
Sheould the environmen: change, or the control activities
, Lhte =ztrategist should implement another previously

Gecrgnated alternative, or deveiop a new strategy.

usicesses need some predetermined measure to evaluate

tre succes: ¢f the strstegy, in essence, a controi mechanism
i trigge. < new fcrnulaticn phase. Successful Lusiness
zhia.es . Jepends on comparative acdvantage i three main
;Ticeseel previcus.y enumerat=d:

- acgulring needel resources,

- trancforming them it goods or services, and

- successfuiiy cCelivering ther tc the consumer
Idezl.y, tue contiol systems monitor these critical factors

ans predict the demise of the strategy with adequate notice
tc allow preventive or alternative action. Dissecting the
budget into sma.ler time frames provides a control system
whiclk can signal smaller problems in daily or weekly cycles.

There must be someone at the core of the strategy

process *o identify and make the critical decisions. The

20



r.ext section desciribes the role cf that decision maker, o

~

E. THE STRATEGIST

These models and concepts simplify the complexities that
the strategist considers. He views both the organization's
current situation and the potential to assume more

ecvantageous positions, such a focus is the very core of

Iirvats gy ant management . Drucker proncunces thie az Lt
firest tazn of %1 managemeni, saying:

inking ‘through
asxing the guesi:
: .

I"Z .i.

-« o0
" rhtn

h“J
" ()
T @

by

|1

' os
'
orof

(oLt o o 4
o

w

st.ategrsl needs a thorough knowledge of his own

crganisaticoa {especial.ry stirengths and weaknessesz’ to

perform the functions listed by Drucker. More impocrtantly,

he requires perspective on the external environment to
identify threats and opportunities and to select the proper
niche. Finally, he needs the authority to cause executiown
of the strategy. These requirements for knowledge and

vicion .imi%t the strategy function to top management. Thus,
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creating & wniche 1s merely combining (or developing) the

crganization's abilities with the opportunity where they can

Besides vision, requirements for authority aisc place
the strategy function in top management. Once the
strategist selects the niche, he must have the authority to
direct the organization towards that niche. Ee accomplishes
thiz directing with conticl systems, including the budget.

Tre know.edge, visiorn, authority and contro. compornents

fron husiness strategy coverlap extensively with applications

i the militzry. With frequent exchance o¢f leaders nDe=tween
“he twe sycitems, sucl over.iap is not surprising The next
section compares ti: business and military cencept of
Livatsgr L. Identifiy similavaitiel

F. MILITARY STRATEGY

The use c¢f folne separates willtary fron corporat

Zirata2g¢y, ye¢. nany o0f itne plocesses and decizions paraiie.
e Dbusiness concept. Common defianitions of military
strategy emphasize the unigue use of power. Liddell Hart

defines military strategy as "the art of distributing and

appiying military means to fulfil

.

the ends of policy.
(riddell Hart,19€68,p. 335)" This mirrors Clausewitz, who

said "war 1s nothing but the continuation c¢f policy with
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‘hey means (Claucewitz,1976,p. 69)." The U.S. Joint Chriefs
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v strategy as:
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The art and science of employing the armed forces of a
natic. to secure the objectives of national policy by
the application of force, or the threat of force.
{Lykke,19853,p. 3)

Even though use of force dominates this idea, many of
the techrigues empioyed coincide with the business model.

1

cex to develop and exploit scme comparative
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advartage. I military settings, comparative advantace can
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t

t_ozl.ln., tscnhnology, force size oy geography. u

Ienlels wlre zeer to gain these 1ypes cf advantages Ll thelv

sivLlonnent.,

Tusiness anc Yo rllitary depend on the fare technlguer
Ll iy .ement cstrateg.. A5 AcCnivel watkins said i1a his
soLosnoboo ol tle Moo .tive Sirategy "Cornma.. , control,
coTToLLLTEILLIns el intelligencs conbins ¢ fcrr the glue
“hat Doodr tho: oentlie =fficii togethel " (Watkinaz, 1S3,
.2 The millltary engphesic o the funciticnz of Comman?d,
Toentrol, Communicatic.., and Intelligence {C2I) fitse the

formulation and impiementation phases ascribed to the
strategic process in busines=.
1. Formulation Phase
The Zntelligence activity gathers information on the
'

opponent’'s strengths and weaknesses to initiate the

formulation phlase. Command activities calcuiate the
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foiurity of present decisions and develop alternatives.
Communiication forms the links between all activities,
transmitting Information to and decisions fror the commanc
level.

2. Implementation Phase

mh

Loas

e commander selects the best strategy and issues

directives to combine forces and execute tactics. (This

para.le.s the budge: in the business organization). in a
Gl litaly scenalvii, the ceormander plans a ssilxes o Lattleo,
2 campaigl., wWhich will acguires the ultimate chjeciive p
eact: oI thece Latitle:, = Se.ects conditici.. wWhele toe
comparative acdvantags will yield victery. Through
COMMULICat.on, the commander transmits the lan  and
receives sgtaitul reporits on iis execution.

Zoain ney faclols must Lhe ltargeted lor examp:ie,
ccrnirs. oI certeain arez: Ly certain times. Il tnese
o teciives .. LOY T, Lhe commal.del must conduci contiol
z.t.vitles - commitment of additional forces. Command must
wo.itor the envivonment for chancges c¢:r {ailures 1. the

strategy; when these occur, command executes & preconceivec
alternative or reformulates the strategy.

3. Conclusion
The military model closely parailels the business
mode. c¢cf strategy. As Andrews observed:

Deciding wha* an organization should do and getting it
done are= the universal f£functions of an organization
ievader, in business or out (Andrews,l1980,p. Xiv).
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ten. from the common forces in the

m
w

respective env.ronments listed on page 6. Each organization
also must formuiate and implement a strategy using a system
sirilar to that developed by Andrews. The strategist
evaluates *he environment, Just as Porter depicts the
businessman analyzing industry conditions seeking

comparative advantage. Cnce this advantage is identified,

2 fhown .. RBrsoifi's -odel

Tre hudget rlays & critical roie L theis procesczes
RS o ShuwWi tie Ll EIIONILLE ol acguisition,
<vansformation, and output cf the {inancial rescurce: which
Iappeyit il gLralecs. E1I c¢i these tools a&ssizt  the
shreteLls’ ir. d=sveloping and execuitiag nLis stiztegy.
Tegas ez o7 the podel pelected, ftrategl Lii-il needs
IvITenctl ana.yzil t3 evaiuete effectiivenesz: i: aavan.=z.
ThL: N lanceot wof the next sgection

G. EVALUATING STRATEGY

The prccess for evaluating sitrategy alsc confirms the
cons.sterncy between buziness and miiitary theories. To
evaluate a prospective bus.ness strategy before execution,
.+ proposes the following criteria:

y: The =strategy must not present mutually
nt goals and policles.
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Consonance: The strategy must represent an adaptive
response to the external environment and to the critical
changes occurring within it

Bdvantage: The strategy must provide for the creation
and/or maintenance of competitive advantage in the
seiected area of activity

Feasibility: The strategy must neither overtax available
resources nor create unsolvable subproblems. (Quinn and
others,1988,p. 51)

Although t*these precepts address business, they are
equally valid for military applications and mirror the model
and ideas previously presented. The importance here is not
o define a universal! concept of strategy, but tc cdevelcy a
_Cular thecretical model and to test it L: apr.ying i1
t¢ the Ccoast Guard Reserve. This provides a proiotype which

. may a.ter to roduce 2 mMcie appropriate
y P

mode . Br. eventua. mode. wil. assist the organiza‘ion in

o
*
[44]
(B
[&]
ct
4]

"
}.l
&)

.Ldticliing stiateg;. Rs Bryszo. ncted, the

Init-_atzng and agreeing on & strategic

Im

(Bryson,1988, p. 69)"
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Only the strategist cai: Cesignate the appropriate model.
ceition anG experience provides the best perspective to
se.ect the model. Eis authority is necessary tc implement

the strategy. His decision on model selection is subject to

uwltimate controls as explained in the next section.

H. ULTIMATE CONTROLS

One ma-or difference between military and business is

the patuvre cf their ultimate control system. A business
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and the military seeks to create peace, or in

thhe event cf war, according to Lidcell Hart, "a better state

.

peace, even :1f only from your own point of view {lLidell
KHart,.1%68,p. 366)." Without profit, a business cannot
survive. To achieve peace, military crganizations need the
willingness and ability to project fcocrce. So, although the
mechanism is different, each organization has an ultimate

system *hat supercedes the immediate process and

ert ol indicates the success o0f the striategy. These
SLLTLYLL &alal refe: to tle ilnitial reascn fou praciicing
el ST A ol the orgenizatico, whiclk enabies
fovther zocomplishmernt 1f Crzanizationa. goais.

.. Wit el contuoel mechanism is rmuch less apparent in

v e - - —~ -~ PR [PU » P + ~ o gy s g R, .

covernmenl Clganllallionl. Logovernment alllivily GLSpeEnC:s oo
e e o s B S S [ CAue A -
= S, o =CTaony CL ceommeIlla. acluliviLies WLlICL provide a

- - . . L £ . - g~ i P T T g L
Ta el @l LeWveLdT Te 1liands A0E &aieivleliel, k. some
- St Fa . FE - o~ e R - PO PR E
IR Ci.e TEan  LuLden. LI govaInment Wil . Jestrict cae
= B .. Fs o= - =~ ~l 5o - v g S - RSN i = F S Y .
Lost=lltly ©O LuUuIlinezs. LJLLE L TUYD QimLLlsner e cen
o s - £...." - -t ! . < RO ms - 4
Jevel s Lral fuel government s activitaesz, I0en governmen-t

= & < .y L S R S & 'S .r - i s T e .
T30 reiilfii.eacs PR svracvegy, (JUS-.. as mi.liltary and

Tusines:s organ.zations) in order to survive when its
siltimate control mechanism, tax revenue, 1is triggered.
Drucker supporis this contention, saying:

There are limits tc what government can actually raise.

There are even narrower limits to what government can
ralss without damaging the economy seriously or

»>

wndelr..ning *he cohesion of the body politic....Above
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i1, incireased government revenue will not stimulate the
€CcCcrionmy . It will either depress it and create what we«
now czll "stagflation," or it will create mounting
inflationary pressures....Raising the share that

goveirnment takes o0f the country's income above this
threshcld doe: not even produce increased revenue.
Revenue may actually go down. (Drucker,1989, p. 73)

o strategist, regardless of his environment, can ignore

the ultimate control system. Losses in business, casualtlies

in werfare, and tax revenues 1n government become the

- < - A S - - ' - = o -

criticel constraint C. a strategy's SUCCes: in the

- - e e e -wc,x L2l - =1 . . £ oy e~ b ~Oome o

lesr =70 Ve <20VIIOLITELL . e Chas.enge CZ Ssilategy ecomes
B - E - m e e - [ 2 -, e -

“ne gonil.uy Yo wonztantl; re.atre endse and the_:r mean.. As

- AL I | P - - . .

_icu=ll EBart cevtions

means In determining rour
CoC. calicu.eticn  should
e ¢ff ncLe trhzn yoU can
ilitary wisdor 1@ @ sencge
Bzi1,l068.7. 248)

Tioai, tho stusteglzt rneecs 2 methol t¢ re.ate resculce
DLLIANG L. wL L acLuny.isnnint 2f crnfertives Wilhout such
& gaut=-, the shtiatec: visxs fallure *fnrougnh atirition.
Tude-*: .11 .o meed, llnk.ag organizeticns. goalg and
trheir coust:

I. CHAPTER CONCLUSION
his chapter presented strategy as a system concerned

with critical decisions on purpose and the future, in

response to competitive conditions. Strategy involves a
conp.2x process of formulation and implementation. This
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teglio process develops and uses a comparative advantage

and achieve goals, 1including

The strategis: rects  the

n

€

comparat:ve advantage and arena for competition after

analysis oi tie externa!l ernvironment's threats and
cppovitunities. K+ corkines this knowledge withr his
understandinyg of internal organizational streagths &nad
wearnesses His authority allows him tc direct the
Trzenlioticn towards implementation of the stieategr.

Tl piavhLes  cf stratecy acddresses itre Iollconi..
SLrotions:

-~ — - - N ~ & =
€as>lllns = Goa Y PR
DT S + o e < .
TLi.ilaly, e sitrategicst

1

h - —- et ~ e [ < .-
chtalns ana transfclius respurces

intc some organizational output. In this way, the processes

itary s

-

mi

(o8

of business an

has a different ultimate

trategy are similar; however, each

control system, related to the

survival of the organizatiorn. Here again the budget

provides a gauge, relating

cost, progress towards goals, and
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survival. The strategy can be evaluated on the basis of
consonance, consistency, feasikility, and advantage.
The next chapte: will use these ideas on budgets and

strategy a3z «criteria for analysis of the Coast Guard
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III. STRATEGY AND THE COAST GUARD RESERVE

A. CHAPTER INTRODUCTION

This chapter describes the strategy of the Coast Guard
Reserve using the strategy model developed in the previous
chapter. Because no exp.icit strategic plan exists for the
Coast Guard Reserve, other documenis such as the program

dezcript on, budge!, and the Commandant's Long Range View,

w.i. rrovide informatiocn tc reconstruct the strategy. E
giscwezion ©f strategy first requires identificatic of
competitcors; sectionn B will cecver this topic. Th= next

fcrmulation phase zacluding the goais

section desoilbe: the

ar.. envircnment c¢f  the crganization. Following this,
aiternatives and thelr futurity are examined. Finaiiy, =
review of countrel system:, including the budget, illustrates
tnhe ampiementation c¢f the strategy.

“cte that the mesh ¢f management activities intertwines
eacl ¢f the following sections. Because of thiz: mesh, the
starting point is less important to strategy than relating
the decisions on "what to do" and "how to do it." This
chapter seeks to reconstruct the answers to those questions

from the perspective of the Coast Guard Reserve,




B. COMPETITORS
Addressing competition and comparative advantage
requires identification of the opponent. However,
government agencies are different as Stegletz contends:
Government enterprises differ from private enterprises
in two important ways: they do not have to worry about

bankruptcy, and they usually do nc have to worry about
competition. (Stegletz,1988, p. 199)

Porter's model provides a <convenient framework to

question Stegleti's contention, by identifying the
suppilers, new entrants, buyers, substitutes, aad intensity

(]
.

marret

(X .
- New entrants are general.y restrictel by the lega!
mandate from Congreszz to perforn specific mission:z
- Ruye.s genera..y GC not exist, since services are
provide) a3 public gocds, free of charge Eowevery,

consumers of the services do exert poiiti

Congiress to provide funding to the keserve.
- Sukst.tutes are genevasl.y restricted also by the !

entry barvie: provided by the Congressiona. mandate.
-~ The intensity of rivalry will be examined below.

Céi piessure on
2

The Coas* Guard Reserve faces political, economic and
military competitors. By definition, competition requires
an adversary, and any advantage is relative, applying only
to a specific opponent. The output of government agencies
is generally protected from competition by a legal mandate
which designates them as the sole provider of a particular
service. Ir. this sense, the Coast Guard Reserve confronts

no competition.




A & U.S. military force, the Coast Guard exists to
counter externa. threatz of force 1in the international
arens. Its wartime strategy must identity likely

competitors and develop plans to dominate potential sites of

conflict. Such a military focus is not the primary aim of
this thesis. However this military purpose must be
considered, as it provides an ultimate focus for the

organizaticn's resources.

W_oti.n government, agencies face political competition
L. <hne Congreszicna. arenz for funding. The size c¢f the

firs. funuced by Congress can become a compa:ative advantage
% thae wariime adversary. The comprehensive strategy
~urt vecognine thie competition for Congressiona. funding,
ever thcocuch there may nct he a specific competitor offering
ti.e same Secvives a: the Coast Guard Reserve.

The Cczzt Guard faces economic competitcrs as it
tecruits manpower to perform the organization's missions.

)

This competition differs little betweern the public and

N
s
0

e sectoil. Within the military, other services can

.t

e
[
bt
<

become competitors fcr entry-level youths.

Thus, the Coast Guard Reserve faces multiple
competitors. Strategy hopes to relate a means to dominate
these competitcrs, who change with the focus. As shown in
the model, an organization prevails by exploiting some
comparative advantage in either obtaining resources,

transforming them intc products, or delivering the eventual
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output of the o:1ganization. The political and econonic
competition occur 1in obtaining resources; the military

competition occurs in delivering the eventual output.

C. COMPARATIVE ADVANTAGE

The main advantage that a government agency holds over
any possible output competitor is the barrier to entry
represented by the legal mandate to perform the mission. A
cost .eadership strategy can erect a further barrier teo
Ir. the curreat! government climate o0f restrictive

Iinancing., cczt  leadership 1s an excellent supporting

sults expansion of an agency

into re.zted or multip.e mission:, which build on existing

duties. 1 little margina: cost is irncurred to accompiish
the new taskiny, fixed eyxpenses are spread ovel a wider
vanye of activity, further decreasing unit costis. Such a

scenzr.c serve:s as a possibie explanation for the inception

"

sf the Maritime Defense Zone.

The Navy faced increasing g.obal responsibilities and
saw the Coast Guard as the relatively low cost provider of
needed security in U.S. coastal zones. Procurement costs
for providing the Coast Guard with upgraded communications
and weapons systems were minimal! compared to the Navy's cost

of constructing a separate capability.




The Coast Guard Reserve similarly enjoys this type of

O
O

omparative advartage and fills needs in the active duty

O

o

Guard. The Coast Guard has increasing

0as
responsibilities i all mission areas. In certain missions
thhe Reserve is the low cost provider of manpower. Those
si*uations occur, where Reserve training programs can meet
the skill needs at a <cost lower than an active duty

resource.

Su¢, even though government agencies genera.

rrofl® mechanisn., the Coast Guard Reserve faces competition
&t na.sy Levels. Even witqh & lega: mandate *o gerform the
TLE3L0L, competition for resources occurs in the
CoiiZU€e3sL 00, arena against other agencies. The militavy
coouwter LU maenpows. L. the genera. societ;. A= an armed
oo te Cozct Guard porepares for competltion against
internsgtlina. oppenents. Given this genera. framewornk cof
COMIetit.c.., strategy loimulation seehs Lu develop
alternztiives which exploitl the desired comparative advantage
at ke muliiple levels of competiticn, <fazcing various
opponents.
D. FORMULATION PHASE

The formulation phase includes defining the

organization's goals, assessing the environment, and
developing and evaluating the futurity of alternative

strategies.
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l. Goals
The Coast Guard Reserve defines its goals as

follows:

The purpose of the Coast Guard Reserve 1is to provide

trained units and qualified persons for active duty in

the Coast Guard in time of war or national emergency.

{C.s. Coast Guard,October 19%,1888,p. 2)
The organization that evolves from this goal will depend on
the amount of resources obtained and the transformation of
these resocurce to provide output. The financial resources
obtained will depend on pc.itical decisions in Congress.

Financia: resources wil: impact the economics of recruiting
manpower . Transformaiion by training will determine the
carabiiity of the force to perform in war or emeigencies.
Congrezs set:z the broad gcal €for the Coast Guard
Reserve in autherization and appropriation bills.
Internea:ly, the Coast Guard Keserve establishes subordinate
gca.. fov resource compe*iticn, transforming processes, and
capakility of the final output. Information in the budget
and other contrecl systems reveais the strategy's emphasis in
these subordinate areas. To meet the overarching goal,
strategy considers the environment to discover ways of
galning or exploiting a comparative advantage. Subordinate
goals may be established relative to specific threats and

competitors. Strategy attempts to relate these subordinate

goais to accompiishment of the overarching goal.
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2. Environment
This section examines environmental conditions. The
environment substantizally impacted the Coast Guard,

especially the Reserve's two primary resources: people and

money. Economic conditions changed competition for funding
with other agencies 1in Congress. Demographic factors
changed competition for manpower. The demand for

Congressional funding is increasing, and the availability of

manpower fcr the Armed Services is decreasing. These
goiiroun=ntal conditions affected the resources obitained by
tne Cces: Guard. In turn these resources consztrained *the
Coest

demographac trends:

. 2 to 4 years peaked in 1381 at 30.%
Cte. tha!t mzy not be surpassed for a:t least
years This "military-age" group wiill
ound 7 million through 1862 and then
vease again to peak at around 27.7 miilion
relle Yo the population level in 1987)....

through 1984, the populiaticrnn of .S-year-

ed 4 miiiion each year, peaking at 4.5
miilion: in 198C. Fcr most of the 1990s, the 1G6-year-old
cohort will number fewer than 3.4 million, about three-
guarters the size of the 1980 level. In the year 2010,
it 1s projected that there will be 3.9 million persons
at *his age, historically the median age of military
recruits....

The ©U.S. population is aging: the median age
nationwide was 31.5 years in 1985; in 2010, the median
age 1s expected to be more than 5 years older, as the
youngest members of the "baby boom" generation (born
between 1946 and 1964) celebrate their 46th birthday.
. 1985, there were 28.6 million Americans age 65 ov
older, representing Jjust under 12 percent of the
popuiation. In 2018, the number cof perscns in this age
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group wiil be about 39.2 million, constituting close to
14 percent of the totai: population--with those 8C or
older numbering almost 8 million more than in 1985.
(Eitelberg,1983,p. 7)
The Coast Guard strategy competed for
Congressional funding to meet all 1its program needs,
including expected increases in recruiting costs. At the

same time, competition for Congressional funding increased

from other agencies in the Federal government, driven in

part by the same demographic trends. The aging population
regu.ier increasing resources in entitlement areas as shown
i figurse %, ¢o the following page.
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Enlitlement Payments for Individuals as a
Percentage of Gross National Product, Fiscal Years 1965-86"

12

10

Unemployment

1965 1970 1975 1980 1985
“Year t h

*Social security and related programs includes old age and sutvivors’ insurance, social
securily disabilify insurance, and railroad retisement. Federal employee retirement
includes military and Coast Guard retirement pay, civil service and foreign service
retirement and disability, and compensation paid to veterans and their survivors as a
result of service-related deatk or disability. Public assistance includes supplemental
security income, grants lo the stales for aid 1o families with dependent children, food
stamps, the earned income lax credit, and velerans’ pensions. Health includes medicare
hospital insurance, medicare supplementary medical insutance, and grants to the states
for medicaid. Unemployment includes unemplovment compensation, trade adjustment
assistance, and federal employee unemployment benefits. Other includes child nutrition
programs, the special milk program, guaranteed student loans, veterans’ readjustment and
educalion benefits, coal miners’ (black lung) disability benefits, special wotkers” compen-
salion expenses, Veterans' Administration burial benefits, and the national service and
US. government life insurance fund for veterans.

Source: Kent Weaver, “Controlling Entitlements,” in John E. Chubb and Paul E.

Pelerson, eds., The New Direction in American Politics (Washington, D.C: Brookings,
1985), p. 313,

Figure 5 (Wildavsky,1988,p. 270)
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esides demographic trends, Gramm-Rudman further

squeezed government spending, by limiting spending to

¥

revenue from taxes plus a declining deficit balance. Wit?

-

continued gains in entitlements and limited growth in
government spending as a result of Gramm-Rudman, the Coast
Guard faced increasing competition for the remaining dollars
in the Federal budget.

issions: The Out i nt

[on

The competition for input resources is a means
Yo ar end. The desire for idncreased funding and manpower
serves the goa. c¢f providing more output to the eventual
consumers ©0f the organizaticn's goods andé services. As
Tuniel noted in hiz discussion of Navy missions,
outpu{....because & rne:L. n of

keptica. <ifaxpaye.s 1is
t is harvested Lthzn in

..we must  emphasize

concernel £ree citizens anc s
naturally more Interested irn wha
whzo 2 sowi. {Turner,i1%74,5. 2
The focus on output forces an organization to
articuiate its value. That is, an organization must compare
the vesults of its existence versus the absence of that
organization. The results of this analysis should show that
the benefits are greater than the costs; in other words,

some value is created by the organization.
Wildavsky identified the general tactic in using
output to compete for Congressional funding as "Find a

clientele....Serve your clientele....Expand your clientele

(Wildavsky,1988,p. 1C1-C2;." The c¢lientele provides a
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means to  lobby Congress for increased appropriations.
Becaus- of diversity in peacetime and wartime missions, the
Coast Gua:d's clientele will vary with the mission. Lack of
a single large client limits the Coast Guard's power to
influence the Congressional appropriations process.
Diversity among clients adds and detracts from
the Coast Guard. One possible benefit is the more efficient
cdelivery cf services. To the extent that the Coast Guard

does gpot  fully emplcy itg resources performing current

@n ané.gamzte several sme.l.er interest groups into & larger

Converse.y, the same prccedure cai. provide a

gysivicricna. fcoce, wne: the goals 0f these Interest groups

4o not coinlids Seiection c¢f one goa.: a:ienates the
profouent: ol toLe oppofing goal. The alienation affects
supririters both inzide and outside the organization. Coast

Guard leaqers face a chalilenge to balance these competing
roles anc missions, where they do not overlap. The

ieadership's 3juggling ability impacts internal morale and

externa. political support.
The competition for funding overlaps the
competition for the lega. mandate to perform solely the

assigned government functions. Nearly every mission of the

Coast Guarl is peripheralls erformed with other government
P P Y




agencies. Fcr example the Drug Enfcrcement Agency, Customs
and the Coast Guard all perform some drug interdiction in
the maritime regions. The Department of Defense also is
being tasked with an expanded drug interdiction mission.
With the exception of 1Ice Operations, Marine
Licensing, and offshore Maritime Search and Rescue, the
Coast Guard shares some portion of iis remaining eight
missions with other organizations. For a listing of Coast
Guard missions and their competition, see Appendix RAR. These
cver.eps in mission responsibility result both from politics
27l concerns fFcr efficiency. Assignment of an additiona:
r.ci.on car absorb siack, making government more efficient.

“cweve. , redundant capabilities can al.so inflate the overall

(@]
{9
'
(@]
th
Al

[roviding government goods and services.

fc: government e

This concern fficiency helpec
~nhe Coast Guarcd assume a formal role in the Maritime Defense
Lone, Tre TDefense Depariment's need to protect ite supply
cha..., including origins, coupled with increasing Defense

budgets in the 198G’ was a catalyst for the Maritime

4]

Defense Zone concept. New Navy commands (headed by Coast
Guard Vice-Admirals, directing Navy and Coast Guard units)
were quickly established to defend U.S. coastal areas and
vital ports of embarkation.

However, this concept also introduced a very
. threa*t of competition. This threat materialized in

ilitary operations centers when Navy reservists worked
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interchangeably in billets also filled by Coast Guard
reservists. Significant capabilities also exist within the
Navy in smali boats, riverine, and other coastal patrol
activities. These capabilities can substitute for the Coast
Guard or its Reserve,
B similar situation occurs in peacetime missions.
In 1972, the Congress mandated that the Coast Guard
Reserve augment the active service as a peacetime
miscion. (Sparks,1989,p. 1-5)
Unfortunately, any increased performance c¢cf peacetime

miszlon: by Reservists could reduce the need for active duty

y

vefources to pevicim the same mission The active duty
Cczs* Guard mar oppose growtih o0of the Reserve, 1f it
zCccompanile:s & Csollne L. active duly strengtl.. Andé the

essrgnment of peacetime and wartime missionz irjects the

LEGU oI balauce ketween the twe mlssicns, addit.lona.
compeslitioci, for the crganization': resources.
C Irviryonment: Conclusion
Tnvestigating the environment identified
increasing competition <for resources. Other government

agencies desire funding; civilian and military organizations
compete £for manpower. This competition extended to the
output arerna, where organizations' missions encroached on
opponents. Some agencies expanded, assuming missions that
complemented their existing purposes. The Maritime Defense

Zcne concept exemplified this expansion by the Coast Guard.
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However, this mission blurs the distinction
between services, especially as manpower sources. This
potentially threatens the Coast Guard Reserve's status as
the sole provider of manpower to meet expanded Coast Guard
needs during wartime. Wartime preparation also competes
with peacetime responsibilities. The strategy, through
control systems, needs to balance application o0f the
organization's resources between the various competitors for
output. The strategy also needs to relate its output to
rescurce requirements, to compete for those resources.

3. PFuturity and Niche
The next stage in the strategy medel aime tc develop
ternat:vesz and examine their futurity. Riternatives
iitical, and economic arenas.

‘rz'...',ﬁ - ;1,.‘; A I .~
periaLi -0 e Mmil.lcvalry, joge]

o
-

The military futurity concerns the conseguence of mobilizing

the focice  in wartime c¢cr  national emergenc: . This
ca.cuiatic:. determines force size, training level, and
train:ng focus. Similariy, the political futurity concerns

the cost of devoting acdcditiona. resources to government and
the mix of different agencies within the government. The
economic futurity examines ways to attract manpower.

The futurity guestions integrate information
obtained in the goals and environment sections. During the
1980's, the national agenda emphasized both Defense and Drug
Enforcement. This environment potentially favors the Coast

Guard and 1%tz Reserve, witli missions in both of these areas.
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a. Military

During the 1980's the Coast Guard revitalized
its wartime planning efforts. War plans were updated and
exercised. The source for much of this effort may have been
political. Rut the net affect was a closer examination of
these missions. Focusing on war and national emergencies
brought the mainstream of the Coast Guard closer to the
missicn of the Reserve.

The active duty Coast Guard retained
responsibiiity for drafting and executing war plans. The
Resezve Program served &s a manpower broke: to provide

traine¢ personnel, who would expand existing units. Thus,

tte Coast Guard Reserve emphasized people and training. It
2i¢ not have to icentify & war strategy, oniy develop
manpowe:. 1. response to the strategy's military needs.

X Eolitica:l

From FY 1Q80-FY 1689, the authorized strength of
£ Defense reserve components rose 3€.1% and
aprrep.iations increased £€3.4% (in constant FY 80 doilars)
(U.S. Coast Guard,July,18839, p. 2). Because dCongress
traditionally funds DOD at 95% or more of their estimated
wartime needs, the Coast Guard wanted its reserve to mirror
the Department of Defense (DOD) in relative size.

Coast Guard staffing in the early 1980's was
approximately 50% of their estimated wartime needs. Public

Law 100-280 directed
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the Secretary of Transportation to submit to Congress a
pian to enable the Coast Guard to meet 85% of its
wartime mobilization requirementz by 3C September 1988
(Department cof Transportation, 1988,p. 1)
THis Congressiona. mandate also focused attention on the
question of force size. The Secretary's response indicated
a shortfall between "7,800 and 14,12:5" persons (Department

of

Transportation,l1988,p. 1). Once pelitical forces
encouraged this alternative, the Coast Guard devoted few
reccurces to developing other options.

Givenr their goals and short tern environment,

tnie Tozzit Guard emphasized growth. The growih focus takes

ful advantage of the political environment i Coxzgrecss,

but, 1% 2l30 implied emphasis ¢f wartime ove. peacetime
z Econcomic

The nilitary enjoyed recruiting success in the

1687's in spite ¢f the demographic trends. The strategy's

concer:. witl obtaininy perscnne: resources Gepencdesl  on
educationa: henefits

Today there ie recogrition in  a:l circies that

educationa. benefits can be a very important attraction
of military service; and, furthermore, these benefits
can be targeted to specific markets of highly qualified
youths. (Eitelberg,l1988,p. 17)
However, other competitors in the labor market
will match these enticements if they want to compete. Other

armed services use different levels of educational benefits

to a.d Irn recruiting. The inescapable impact o0f this
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declining supply of manpower Is that the recruiting
environment wilil. become more competitive, given the same
demannd for entry level personnel. In response to the
increasing.y competitive market, the Coast Guard transferred
recruiting responsibility to newly created Regional
Recruiting Commands in 1986.

d. Budget Confirmation of Strategy

During the 1980's the budget institutionalized a

hasic structure of expenses for the Reserve Program, The
Fudget piccezs  focused on  changing these cosits  only
marcinal.: Tnese changes depended on  expansion or
contraction i:u the size of the reserve force. According.y,
chiiz evidencz cenfivrms th- Coast Guard Reserves's formulated
srrateg, . Thx Iollowing summary oi the FY 1922 bhudget shows
p.anns’ erpeniiturzs (in $ thousands)
Feservistia' Weerend Drill Pay (127 24,700
Feservisiz' 7 Weell Annual Training Pay (ADT 2,5C%o
Subtotal 34,200
TSuiloi-s 50¢C
c.I. BLlL 80C
rLCHh 500
Exercise: 600
instructors 200
Recruit Training 3,900
Subtotal 6,600
support Facilities Operaticns/Maintenance-
Reserve Training Center Yorktown 2,800
District Cifices 1,000
Headquarters . 600
Frogram Support 2,200
Other 200
Subtotal 6,800
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Support Personne.-

Miiitary 16,600
Civilian 2,200
Staff Travel/Boards 500
Flags 100
Subtotal 18,400
Grand Total 67,000

Internal budget development documents revealed
iimited analysis on these "base" expenditures. Management
emphasized incremental changes to this base, in the Resource
Change Proposal process. Requests for Congressional
appropriations defended this base and proposed increases.

The nighest priority for increased funding
focused on increasing the number of Selected FReservistis,

compared with quantitative or qualitative change 1. any

cthe: areas or aspects. Recruiting vreceived constant
evprasic  from 198€-198%. The Rear Admiral! heading the
Reserv= [rograrn. wrote personal letters to District
Commancers encouraging them to recruit additional
reservists, evern 1£f those numbers siightly exceeded
avutrerlzed strength ceilings. Growth was the primary focus
fcr budge: increases in fiscal years 1988 and 188¢. In
1988, the number one priority was to increase reserve

manpower by 500 persons, at an additional cost of §5.7
million (Coast Guard,1986,p. 3). 1In 1989, the service faced
increased competition in recruiting. To meet this
challenge, they requested funding for additional reservists
and & larger recruiting force (Coast Guard,1987,p. 1), while

iower pricorities addressed training programs.
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4. Formulation Conclusion
This anai:ysis has shown that the Coast Guard Reserve
has no formal process for formulating strategy. Examining
goals, the environment, alternatives and their futurity, and
the budget process allowed inference of one main
alterriative:
- Mirror the Department of Defense and regquest manning at
¢5% ¢f wartime requirements
- Focus on the size of the Reserve Force as the key issue
- Maintain the current resource base, and attain growth

througl increased Congressional funding

Thiz addveszel the initial questionz in the strategy

mode ]
- What are= the organization's goals 7 (30alis)
- Wha* are the consequences of alternatives {(Futurity)
- ¥What 15 the envilonment T (Tnvironment)
Hovevel, focrmulation and considerationn o¢f aiternatives
arifec.. t0 bHe limlted. Inertia, politica: forces, and lack
cf stsff to develiop alternatives, al!l pilayed some ro.e in
lirmotiz. *he development and consideration of alternatives.
The impiied strategy concertrated on the input
arensa, competing for additional resources. Thisc
concentiration iinked to the output focus of the Maritime

Defense Zone mission. There is no direct evidence to
confirm the comparative advantage that the Coast Guard
Reserve sought to obtain, develop, or exploit. The general
nature of government organizations confirms that an entry
bariie: exists to legally restrict competitors to the Coast

Guarc Reserve.
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The Coast Guard recrganized its district offices and
neadguarters tc merge war planning and reserve management
under a staff element entitled Readiness & Reserve. No
ower field level reorganizations occurred. The net affect
was to formalize under one manager, the resources
responsible for developing and executing the Coast Guard's
wartime strategy, withh the resources responsible for
training reservists who execute part of that strategy.
Otherwise, plannerc postulated an expansion of the existing
organization to absorb any growth in the Reserve fcrce.
InZermation  in the 1impliementation phase confirms  these

conc.uslons.

E. IMPLEMENTATION
Tre I.na. gquestion 1in tne strategy model concerns
contrelior: impliementat.on. The Coast Guard sazcomp.lshes

implementation with the budge. and a series o managemernt

repcrts. These include spending, activities, anc readiness
reports
1. Budget
The budget is a control mechanism for
implementation; it sets targets for expenditures. The

budget translates the strategy into financial terms,
Control activities depend on these quantitative measures to
monitor and enable implementation. Monitoring Dbudget

ernecut

oM, comparing actual expenditures against these

[y
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for corrective actions.

i
.

)

rgets, identifies problem areas

b}

. expenditure of all money appropriated by Congress 1is

-

Fu
critically important to the growth strategy. It is hard to
request more funding next year, when an agency has not spent
a smaller amount in the preceding vyear. Wildavsky
illustrates this situation by saying:

If{ an agency has a substantial carryover, the Budget
Bureau and especially the appropriations committees may
take this as a sign that the agency does not need as
much as it received and may cut off that amount in the
future. (Wildavsky,1988,pp. 89-90C)

This expianation alsc app.ies to recruiting. There
e Reserve sougnt to show that it weuid £ill ail existing
blllets 2a: ¢ pre.udse to reguesting additional manpower.
2. Spending and Activities Reports

Quarter.y spendin¢ summzries repolrt status cf funds

and redger obligaitlones. The status of funds report advises
intentlons . fully spend the Dbudgeted amounts Zfor a
Gua.ter. Reporting occurs two weeks before the end of the
guarter. The ledger obiigations show the amounts obligated

feor specific purposes during the gquarter.

The activities reports summarize man-hours or days
of training activities performed by reservists. Monthly
reports .ist the weekend drills, and quarterly reports count
the two week active duty training periods. Apportionment

targets for time spent on weekend drills include 65%

0% unit

(9]

augmentation, 2% formal training, and
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administratior. The twc week active duty training report
includes the number of total days according to the major
training activity perfcrmed in the period. BAgain, existence
of these reports suggests the importance of fully spending
budgeted amounts and completing a prescribed gquantity of
training activities.
3. Readiness Reports

Although the activities and spending reports provide
a2 picture of expenses (what was done), the readiness reports
address efl_cLency and effectiveness (how well it was done}.
Thes= iaspections grads individual reserve units or <-nei:

0o recspond to a general war mobllization. The

ermphasis i1, this repcri: shifts from resourze consumption tc
reEsuLts

The veadiness eva:uations wouid indicate any
degradations in force Gqua.ity. Eoweve:, csubztantial
revisions o this evaluaizon during the 192C': negate
comparisons. The emphas.s of this vrepor: o:i wartime

missicns impiies that a unit commander's success depends
mecre on the ability to prepare for war versus peacetime

missions.

F. CHAPTER CONCLUSION
This chapter traced the current Coast Guard strategy
through the model outlined in Chapter II. The Coast Guard

faced increased competition for Congressiona. funding and
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woikers. In response, it emphasized military missions and
drug enforcement as a means to compete for funding and
growth. Educational benefits and reorganization of the
recruiting function helped to compete for manpower.

Internal control activities identified the key
activities critical to the success of the Coast Guard's
strategy. Controls focused on full consumption of
rescurces:, full performance (quantity) of training
Les, and readiness of reservists for geuera.
troo. Trhese indicatcrs combine to confirn the
clganizetion's strategy.

Tie ex' chapter evaluates the success of this strategy,

ar. ldent.iic: problems and tnelr causes. Suci. analysis
w... nct solve tomoilow's piohlems. The contintcu:s change

Lr s erv.roament dictates constant eva.uation and
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IV. EVALUATION OF THE STRATEGY

A. CHAPTER INTRODUCTION

This chapter evaluates *the strategy outlined in the
previous chapter. Evaluating any strategy requires some
device for measurement against criteria and standards. The
Coast Guard Reserve has no formal documentation of its
strategy, which would indicate its aspirations in the
spectrum betweer. survival and domination. The Coast Guard
Reserve's strategy clearly called for growth, but suchk a
garmbit coculd easily serve to conceal a more modest goal of
surviva. . Therefore the evaluation in this chapter 1is
re.ative tc some assumed goa.s of the strategy.

Bezsides the goal of growth or survival, the strategy can
e measured by adherence to strategic principles. Based on
these vairious measures, different degrees o©of success
occurrec. Where some weaknesses are identified (relative to
a specific goal), analysis will indicate probiems and their
causes. Chapter V will develop some specific solutions.
However, the entire evaluation of strategy and its success,

as Liddell Hart cited, depends on your "own point of view."

B. ORGANIZATIONAL GROWTH/SURVIVAL
From FY 1980-1989, Selected Reserve strength grew 11.1%

and appropriations grew by 4.0% (in constant FY 8C
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dollars)(Coast Guard,November,1989,p. 2). The ratio of
force size to appropriations suggests that either fewer
relative dollars delivered the same or higher quality force
due to increased efficiency, or holding efficiency
constant, the force size grew while the quality declined.
Confirming the correct conclusion requires a definition of
mission performance, and no such definition exists. A mix
between the two alternatives is also possible, but again
unprovai.e,

When viewed i1 annua. increments, the strategy's
manpower guantity results deciined in 1988 and 1985. From a

peak of nearly 13,000 irn 1987, strength deciined to just

(€3]

cver 12,500 in 19¢g and to aprrcximately 12,200 in 198S

Coazt CGuard,Novembe: ,1982,p. 2). Funding also peaked in
1277 &t £70M, declined $5M ::.. 1988, ancd recovered tc around
SCTY i Lol (A1 figuresg in constant FY 89 decilars.) The

arrrcprration in FY 89 differed by only 4% from the funding
ieve.z of FY 80 {in constant FY 89 dollars).

Comparec to the growth of the active duty Coast Guard,
Navy and Navy Reserve, the Coast Guard Reserve declined.
rigure €, on the following page, shows the time trend during
the 1980's of these organizations' appropriations. All
dollars are in 198% dollars; and 1980 equals 100%.

Appendix B contains the data used to construct Figure 6.
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If the strategy's goal was growth to a force size of
approximately 20,000 selected reservists, then the strategy
was unsuccessful. However, if the goal was to maintain the
selected reserve at 1980 levels, then success occurred. The
main reason for failure to achieve growth is unsuccessful
competition in the Congressional arena for funding. Based
on desires to expand the size of the Reserve force, future
strategy must develop some means to obtain additional

funding.

C. THEORETICAL VALIDITY OF STRATEGY
E theoretica. basis can also evaluate the success of a

strategy. The criteris for evaluating strategies from page

23, 1identif:ed four maln areas: consonance, consistency,
feasivility and advantage. In retrospect, each of these

1 k)

factors Influenced and limited the Coast Guard Reserve's

stratevy. Some cf the strategy's probliems appeared in more
than cii= aresz. Examining each cf the four main areas wilil
identify tlese prokblems.

1. Consonance
The consonance criterion focuses on the previously
discussed desire for growth. The criterion states that:
The strategy must represent an adaptive response to the
external environment and to the «c¢ritical <changes
cccurring within it. (Quinn and others,1988, p. 51)

Changes in the environment indicated an increasing

competition for resources. The Reserve hoped to compete for
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additional funding by documenting serious manpower
shortfalls. The consonance aspect reaffirms conclusions
from section B. in this chapter.
2. Consistency of Goals and Policies
The consistency criterion states that:

The strategy must not present mutually inconsistent goals
and policies. (Quinn and others,1988,p. 51)

The organization's goal continues to be providing a trained
force in time of mobilization. The strategist knows from
his study of the environment, that competition for resources
is incieasing. This may mean reduced resource levels for
the Coast Guard Reserve. if so, the resources obtained
shouwid ke focused on the most important goais of the
organizetion.

Tcr example, traiuing the wrong peop:e for the wrong
missicy wilil sqguander scarce resocurces. Suctk inefficiency
compicnises an agency's credibility with Congresc. Within
the orgeanization, such contradictions defiate morale. The
Congressiona: affect diminishes the agency's abiiity to
compete for increzzingly coveted resources.

The goal of providing a trained force in time of
mobilization can vary depending on the force size, level of
training, and type of war, national emergency or
mobilization. The control systems confirm to subordinate
managers the emphasis among these goals as desired by top

management . But the control systems contain some inherent
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limitations that confound the communication of
organizationa. intentions. However, control systems were
effective if the goal was maintaining the size of the
Reserve force at 1980 levels.

Given additional goals, the control systems were
less effective. Coast Guard directives task Reserve Units
with training for mobilization. An additional (goal
emphasizes that 65% of that training should occur as
augmentation, where performance of a regular peacetime
aisclcn. effectively *ra.ns reservists for their mobilization

[3 1. The opportunity for augmentatio: varies
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¥ ly Dbetween reserve units, and this variance
creates consistency probliems within the goals of the

regerve,

L unit's locatien adjacent tc its mokilization site

aLlowi tre cpporTunity to accomplish augmentation.
Rugrentation reguire:i: an  overlap between peacetime and
wartims cni:ls which does not always occur. Personalities

a ithLe uni® level also compromise the potentiai to perform
augmentation. The active duty Commanding Officer can
precliude effective augmentation by not tasking the
reservists with missions or denying access to the equipment
needed to perform the mission.

Location of a Reserve Unit away from its
mobilization site, or proximate to active units performing

different missions creates additional limitations. For
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exampie, a reserve unit's mobilization mission could be
supervision of ammunition loading. Yet reserve units with
this mission are not always located where these activities
occur in peacetime. Thus, augmentation in many ways can
present mutually inconsistent goals. And the Dbudget
seemingly does not distinguish between reserve units based
on the degree of difficulty in completing training.
3. Feasibility

Y..s augmentation situation coupled with a “ack of
budgetary response alsc vioiates the feasibility criterion.
This «c¢riterion states that '"the strategy musct neither
overtax availsable resources nor create unsclvable
subprroblems (Quinn and others,1988,p. 51)." Unlecss the
links resource levels witl training needs, the Coast

Guard Reserve's strategy violates the feasibility criterion.

{44

Cthery cceatrel repcrits might confirn, this problem; instead,

they combine with Z.nconsistent goals to further maskx L.

Again, counutrol reporis generally direct the Reserve
field organization towards desired goals. But the time
sequence for submission precludes any automatic responses
which correct off-target activities. All reports arrive at
Headguarters after the significant activity occurs, so,
intervention can only focus on long term remedies.

Another limitatiorr in these controls is moral

rd, a condition which occurs when, according to Baumol,

?
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"Payment by resulits...elicits an attempt to change the state
cf nature (Baumol,iS&Z,p. 16)." A degree of moral! hazard is
present in eacn of these controls: the activities report,
the ledgers, and the readiness evaluation (as described in
Chapter III-E}.

Moral hazard would compromise the activities report
wher weekend drill activities could be rationalized to fit
more than one category of the 65-25-10 distribution (see
page £33, Shifting <drills from one category to another
wowld =achieve the desired distribution, even though <the
tnderlying ectivity did net change.

The ledger s cn.y report amounts cbiz:gated or

earr.zvrec fcor & specii.c purpose. 1f{ managers wer< 10w On
funds . mnothing prec.uces a low estimate cr %*he cos* cf &
Ercyect. Manipulating dete in either direction would allow
the Iundse manage. to fully culigate Lis apprcoriiation.

A new 2arIcounting system being Introduced 1in fiscsal

year 129%0 shceuld elirmlinate the potential for this praciice.

ex. &@l.0W:s rea. time acces:z tco managers at all

Leve.s, wWhoe can Cetermine the amount of actual expenditures,

as they occur. The potential improveme..t cannot be
s

confirmed until the systerm is fully operational.

The reaciness reports are also susceptible to moral

Fhazard. Trnlits can report training levels and qualifications
beyond wha* members actually attain. Unless these basic
reccrcz z. ¢ checked, scores become falsely inflated.




Readiness reports only address wartime scenarios, but unit
commanding officers also have responsibilities to prepare
for natural disasters. However, the Coast Guard does not
evaluate the state of readiness for this contingency. Here
again, goals are not consistently controlled, and without
resource links, they are also unfeasible.
4. Advantage

The last criterion addresses advantage, "The
strategy must provide for the creation and/or maintenance of
competitive advantage in the selected arez of activity
{(Quini. anc¢ o¢thers,1988,p. 51)." The advantage criterion
shows & major weakness in not having a strategy making

ince the advantage 1s not ciearly identified, its

e
=
O
O
M
1
l!
"

creation and maintenance cannot be integrated in all the
organ.zation's processes.

The ccnsistency  and feasibility areas already

fu

demonstrate the poctential feor systems to become

.

dysiunctiona. tow

4

‘ds supporting the comprehensive strategy.

s}
¥

Morecver, some advantage needs tc be identified which 1is
consonant with the environment. The Coast Guard Reserve's

strategy suffered from flaws in each of the four areas

evaluated. Some prcblems overlapped and affected more than
one area. Problems in control systems of timeliness and
moral hazard require solution. Strategy formulation aspires

to address all of these areas simultaneously, so that

sclutions to problems in one area support the other areas.



The budget provides an integrating mechanism, linking the
organization's goals and problems with the resources

earmarked tc accomplish goals and solve problems.

D. CHAPTER CONCLUSION

Chapter IV reviewed the strategy of the Coast Guard
Reserve, evaluated its success and sources of problems. The
Coast Guard emphasized military roles and manpower
shortfalls, but the Reserve force did not grow as expected.
Congress did net provide additional funding. If the goal was
growtl.,, thern sucscess was limited; if the gozl was survivai,
)

WasS more successtu

[

+ - e =
CneE STTrated .

from a lach of cons.zteuncy and fezsibility. Moreover, some

svstenatic basiz 13 needed to identify and implement =&

comparative advantage. Some means to document the efficient
vce of exiziing rescurces could help the Coast Guard compete
for vesourles. Better methods oifi directing resources,
regardleszz c¢i the ievel received, could improve attainment

The next chapter wuses the budget to propose an

alternative which solves these problems.
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V. IMPROVEMENTS TO PREVIOUS STRATEGY

A. CHAPTER INTRODUCTION

This chapter uses the budget to solve specific problems
identified in the previous chapter, including a
clarification of goals and improved control systems which
ensure that attainment of goals is feasible. The budget can
perform this function, but not in its present form.

The budget and other control systems currently focus on
fvl! cceonsumption of resources. Eut, consumption is not the
organizatiocn's goal. The Reserve 1intends to provide a
service to the nation. And as Turner notecd, the nation is

more inhterested irn outpu:z. The budget could identify outpu:*

)

: the firnancial inputs were tracked as assets, in an
accounting sense. The purpose of this chapter is toc track
the organization's resocurces through the budget.

The first section defines an crganization's activities
as expenses and assets. The next section differentiates
between the various types of assets. Following this, a
clarification of output is offered by viewing a skills model
and the difference between present and future consumption.

Finally, a control system is proposed to use the budget in

its reconstituted form. By discussing the organization in
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this framework, the chapter will offer solutions to some of

the problems identified in Chapter 1IV.

B. ASSETS AND EXPENSES

Budgets describe an organization's plan for transforming
resources. The Coast Guard Reserve consumes people and
money, ané¢ produces various services. Accounting concepts
express this process 1in terms of assets and expenses.

Assetis are

economi >~ rescurces owned by an entity whose cost at the

time ¢i acguisition can be okjectively measured....A

resource is an economic resource if it provides <future

berefi~s o the entity. Resources provide future benefits

under anv cf three ccnditions: (1) they are money or can
1 o

oney; (2) they are goocds which are
1d; c¢: (3) they are expected to be used
ties of the ertity. (Reece & Bnthony,

those costs whiclh are Zdentified with particular streams
¢ surrert output as distinct from those costs...whkich
wWwill normaily be identified with future streams of
output Cos*:z which canno: logicaily be identified with
any sitreams of output, either past, resent, or <future,

2 P b

LR

are ".osses." (Faton,1%44,p. 12€)

A expeLse Lo an expired asset that produces some value.
This difference between potential and consumption links
assets and expenses.

The Coast Guard obtains assets in the form of
appropriations from Congress. It then either transforms

these into other assets, or consumes them as expenses. A
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budget is an organization's plan for converting assets into
other assets or expensecs.

In simplest terms, unless some value remains from a
budgeted activity at the end of the year, that activity
becomes an expense sometime during the year. The expiration
ol the asset into an expense should give rise to some output
desired by a consumer of the organization's services. 1In

business, revenue would measure the desirakility of the

service. Howeve: governments generally do nct charge for
ti=ly services. The malnz value in conceptuziizing an

crganicaticn's activities in this way is that It shifts the

-

focus from consumption to outputb.

Tra.ning reservists and improving theii akility tc
rerforim during mobllization is an example cf converting one
asset (pav.oll dolilars) intc another asset (trained
reservists}. Usirg the training to perform the mission
exerp.iiies the expense procezs; consuming this asset
creates an expense. The value o0f thzt service te the
pereficiary should exceed the cost of providing the service.

C. PRESENT VS. FUTURE CONSUMPTION

The budget shows expiration of assets for a single year
as they become expenses. Some of the remaining assets will
become expenses in future years. By measuring this
depreciation, the "present value" of training activities can

be caiculated. The ‘"present value" concep: projects
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training benefits into the future to measure their residual
vaiue. Restated, the present value measures the total value

ning activity, including the decay oi the skill

(W

of a tra
over time.

This comparison presumes equal dollars invested today
inte two different training programs. The benefits or
skills continue into future years, decaying at various

rates. One computes the present value by measuring the

&)

22 leve.: at regular intervals, and adding the consecutive
]

-
y 4

- Tre Yicghw:r scere indicates the greater vaiue per

TlzTing trzinung decisions in this framewolk, emphasizes
t..e aimpact i attritiorn. The cost c¢f a treaining activity
czuld relull€ ecoupmell oOvVeL Severa. Yyeai: To meet this
cendisicon, ilitary members cften agree to o additional
twerr, o f service If assigned to ceritain treining.
Tro: format can ealsc shew the cost to the service when

rembeors reiire o: sepasate from the service, taking with

*hen. *tvaining and experience which will be expensive to

Iu financial terms, the organization's output becomes
either other assets or expenses. However, the training
level of reservists is diffivult to gquantify in dollars,
beyond the amount invested. To overcome this difficulty,

some quantification of training levels is necessary.
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D. OUTPUT DEFINITION AND SKILLS MODEL

Use of the budget as a control mechanism requires
quantification of desired outputs, in terms of assets and
expenses. No such quantification comprehensively covers the
current Reserve force. A new skills mode. could perform
this function, employing a method already used in the active
duty Coast Guard.

The model should gquantify the force size, training

level, and training focus. The force size issue is simpiy a
guestic. cf numbers. However, the level of training and type
sf mokiliza*ion complicate the issue. Skills can differ
Gramctically from wariime to peacetime missions, anc also by
t:e level of expertise required, and currency oI skill
e

The curient shivboard training systen responds to a
simila: problen in training levels An individual £ills a

Li1let based on his pay grade and rating, one set ol skills.
Different scerarios require different skill levels from the
same indivicdusl. The navigatior deta.. <couid reguire an
individual to serve 1in his rating, for example, a
quartermaster performing navigation duties on the bridge
while entering port. Conversely, during law enforcement
evolutions, he might perform as a boarding officer, duty
unrelated to his rating. The job dictates the skills needed
by individuals. Then, the Persona! Qualifications System

(PRS) organizes the training program to provide the
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necessary sri.l levels for each individual according to his
job assignments and regardless of his rating.

The PQS system also refliects currency of skill levels,
unlike the qualification code system presently used by the
Reserve. Cualification codes document that an individual
completed certain training at some point in his career.
With PQS, the individual must complete initial qualification
and periodic recertification. Thus, PQS shows not only the
progrecs of an individual towards certificaticn, but his

v

coriency 1 the skill as weil. A better vision of readiness
T+ fvenm linking training shortfails with the cost

2 ¢ fully traineld force.

Tl FCS system c¢an expand tc cover potentially any
tiralnlng neec Feserve Lillets, aflcat anc¢ ashore, are now

included Ln the PGS systen.. This vehicle allows measurement

cy e
POS

of 2z udivicusl'c tiaining level., Thus, an aggrecate ski
Leuel casurenent foc. the Coast Guard Reserve is possible,
vl FPes ering a.. quired i i

wit FeZ coverin g regquired skills (peacetime and

A graph can simplify individual skill issues Dby
presenting a simultaneous picture of the various levels.
Eacl skill assigned to an individual is represented by a
ba:. The level of training in that particular skill is
shown by the height of the bar. The graph shows the number
of individuals, their assigned missions, and training level

for each mission. Figure 7 shows different training levels.
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These levels will vary according to the amount of resources
dedicated to training for each mission, and the efficiency

of the training process.

COAST GUARD RESERVE

Individual Training Level

Reservist # 1 Reservist # 2 Reservist # 3

War time S Peacetime Natural Disaster
Figure 7
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fying output, analysis can show the

[

Ry quant
re.atlonship between inputs (budget dollars) and outputs
(training levei/force size). This quantification empowers
the budget as a control mechanism for management. Without
this input-output linkage, the budget is merely a plan to
consume assets. Moreover, by functioning in this manner,
the budget can compare the efficiency of different
alternztives and assist leaders 1in selecting the best
combinatlon of resources for a particular set of gozls
E. THE BUDGET AS A CONTROL SYSTEM

ThLe previous discussion emphasized the need to express

. term: Gf zssets and expenses, and expressed in a

"iresen! valu=" coniext. The output assets were thern
translatel Lnto & gX%i.ls rmode! These conceptuzlizations
erzrLo Lhe Ludget to be used an a simple contrel system.  As
sucl., the control sysien can improve the consistency and

¢f the strategy option selected.

Conircl systems depend on senscrs, seiectors, and
eflectors, a.l linked by communication (p. 10). The budget
control system starts with the current asset base, the
trained reservists from previous years. The output model
serves as the sensor, revealing the exact training levels of
the Reserve force.

The strategist can then target specific desired outputs

for the «current year, this decision functions as the
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selector mechanism. It links with the budget to designate
resources for production of those outputs. The supply of
financial resources provides the means to implement the
goals; this becomes the effector. This budget control
system would eliminate problems of consistency and
feasibility.

The selector in strategy extends beyond control and
directly relates teo the strategic thrust of the

organization. Ansoff's model (from p. 16), divides strategic

thrust: in*tc continuity and discontinuity modes. Continuity
“*rrusts are appropria*e when the environment is stabie, and
*he organizetion 1ig achileving 1its goals. Discentinuity
thrusts are needed to respond to a changing environment and

whe . crganizationa! goals are not being achieved.
v

The Coas. Guarc Reserve cou.d use Porter's model to

conceptualize conditionse within government. Placing the

»

crganiza*tional gozais 1in this context would Indicate which

thrust

™m

, continuity or discontinuity, are required.

Con:rol! systems still may suffer from "moral hazard."
and, the comprehensive strategy still needs to develop
consonance and advantage, activities which are difficult for
the budget to express. But, the expression of
organizational activities as outputs accomplishes two
purposes. First, it is needed to empower the budget as a
control mechanism. Second, it may help the Reserve compete

for resources from Congress, if Congress insists on more
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quantification o0f an ocrganization's accomplishments. In
this sense, the contrcl mechanism 1is consonant with the
environment surrouncing competition for funding.

The main advantage that a government agency exploits is
the lecal barrier to entry faced by potential providers of
the same service. As existing agencies seek to expand into
complementary areas, cost efficiency may erect a further
barrier to entry. The budget could assist an organization

i becoming the most efficient producer of a required

service. witl ouviput defined, the budget can &a..ow
omparizon of different dinput levels to select the most

~hanging the budcet Lo conform to the ideas rresented in

this «chsrter wil® hely *to soive some oI the previous
vroohlems, The budgel, as arn improved ccntiol system
provide. the inzan: to analyzss alternatives, seiect the most
#Ificient onw, and control imp_ementation

F. CHAPTER CONCLUSION

This chapter explored the use of the budget to solve
some of the problems in the existing Coast Guard Reserve
strategy. The concepts of assets and expenses focus on the
difference between future and current consv mption. Training
increases reservists' future potential; this option

increases assets. Performance of a mission by a reservist
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provides a current service; this option consumes assets, by

definition an expense.
In *his framework, managers can shift resources between

future benefits and current consumption as dictated by the
needs of the situation. With output definition and a skills
model, the Coast Guard Reserve could clarify the exact
outputs desired from consumption of its financial resources.

Tris enables the budget to function as a control system,

¢liminating consistency and feasibility problems.
Associating resource consumption with the goals of the
crganisetlon, w... solve some oI the probiems I1isted i
Crzpteyr IV,

The coniici &syster. based on the budget may aisc assist

Congress insists orn more guantifiiczt.on of an

'

cutpu’ . Cost efficiency from the Dbudget

o]
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could provide an additional advantage. erecting a barrie:r to

pcteniiel providers cf the same service. Trhe strategist
ineelz ¢ examine the environment and selett & strategic

thruss . divection. TFToliowing selection, contro! systems,
including the budget, guide the organization towards 1its
objectives.

Thus, there aie many benefits to altering the budget as
advocated in this chapter. And, these alterations will

assist the organization in its practice of strategy.
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VI. EPILOGUE

A. CONCLUSION

Every organization faces decisions on ends and means.
Strategy attempts to address them simultaneously, to ensure
that the answers are properly related to each other. The
answers then are not unique. There are many ways to relate
means and ends; other methods could deliver a similarly
approrpriate answer. The hope 1is that strategy can more
eas:ily exclide 1IMProper answers. That is, by asking the
aprropriats guestions, strategy can deliver the appropriate

answer: iI; & more accurate and timely manne:r. The focus

The Ccoast Guard Rese:ve lacks an integrated strategy.
inT & pusinesz mode. oI strategy showel one possible
for formulzting and implemeniing strategy. This
methcd enjoys the acdvantage of building around a budget, so
the Coast Guard Reserve cou.d expand its existing budget
system to more fully practice strategy.

To adequately serve this purpose, the budget needs
adaptation to correct some flaws. In particular, the
Reserve neecds ¢ define ouitput and <coordinate goals,
resources and controls towards the desired output. The Coast

Guard is facing multiple decisions: Which method to use ?

Which goals to set ? How to control their implementation ?
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Simplifying these decisions, by placing them in a relational
context is one benefit from a strategic planning process.

The Commandant in his long range view, stated that

Budgetary constraints will require the Coast Guard to
meet its needs through improved productivity....We will
make full use of the Reserve in augmenting all mission
areas as necessary. (Coast Guard,October,1989,p. 3)
The Coast Guard and the Reserve may need to jointly develop
a strategic planning process, toc ' .ure that the Reserve's
roie in the parent organization is appropriate. No thesis
couid hope to encompass all of these issues. A collection
of the best talent available should examine the process and
the iscues to ensure inciuzion of alil reievant data.

So the thesis ends as it began, dealing with current
decis:ons and the future. The primary decisiocn concerns
serection. of the method to make these decisions. The
gqua..%y c¢f present decisions con these issues wii! affect the
orgarization into the next century. The method to formulate

the issuer and select the answers, should be appropriate to

the impact that the answers will create.

B. FINDINGS

This thesis examined strategy using the budget. The
primary research question asked: how does the Coast Guard
Reserve implement strategy in its budget ? To approach
this central issue, the thesis first asked: what is the

definition of strategy 7 Strategy was viewed as a system
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for making critical decisions on purpose and the future, in
response to competitive conditions. The process includes a
formulation and implementation stage, exploiting some
comparative advantage to dominate an opponent.

The practice of strategy addresses the following

questions:
- What are the organization's goals ? (Goals)
- Wnat is the environment 7 (Environment)
- What are the alternatives ? (Alternatives)

- What are the consequences of alternatives ? (Futurity)

- What is our comparative advantage 7 (Advantage)
- How can we best exploit the situation ? (Niche)
© Tew whuwld we structure 7 (Organization)
- Bow will we control implementation ? (Control)
- Eow will we evaluate the success of the

stvategy and the need for adaptation ? {Evaluation)

The budget serves zs a contrel mechanism, esiimating and
measuring @ goa:. b 1ts cost. The strategist oktains and
transiorms resources 1nto some crganizational output. The
budge provides a gauge,., re.ating cecsit, progress towards
goals, and surviva.. The strategy can be eva.uated on the
basis of consocnance, consistency, feasikility, and
advantage.

Next, the thesis asked: what was the past strategy of
the Coast Guardé Reserve ? Inference of recent strategy
revealed an organization seeking growth but facing
increas.n; competition for resources, especially funding and
manpower. The Coast Guard Reserve emphasized military

missions and educational benefits respectively, to attract
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the needed resources. The budget and other control reports
focused on full consumption of resources.

Following this, the thesis asked: how effective was that
strategy ? BRnalysis of recent strategy showed varying
degrees of success depending on the perspective and
criterion of the evaluator. From a thecretical view, better
consistency and feasibility would improve the organization's
output. Accomplishment of goals was not controlled by
linking resources to the level of attainment desired.

inally, the thesis asked: how can the strategy be

1]
&}

improved 7 By quantifying ocutput, the budget can compare
Valious alternatives, The budget described the
crganization's activities in terms of assets and expenses.
HEowever, a deiiniticn of output 1t needed to empower the
bucdge! as a control system. Together, the cutput definition
and “the budget could solve the consistency and feasikility

prokb.ens, by linking resource consumption with the

crgarization's goals.

C. RECOMMENDATIONS
The American culture of democracy and capitalism calls

for rational stewardship in the public domain. Ansoff
observed the increasing competition for resources and
commented:

The explosive growth of expenditures for government and

social welfare has reached a level at which inefficiency

can no longer be tolerated. As a result, the nct-for-

profits are wunder growing pressure to emulate the
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efficiency of the business firm. (Ansoff,1979,p. 30)
To survive in such an environment, the Coast Guard Reserve,
must demonstrate high expertise in managing its resources,

and a strategic process is part of that management.

—4

recommend that the Coast Guard Reserve adopt a formal,
but not static, process of strategic management, which can
serve to ensure the vitality of the organization. The
strategic process should identify long term goals for the
organization and methods to achieve these goals. To be
effective the Reserve's strategy must be integrated with the
strategy of the active duty Coast Guard. To be realistic,
will be constrained by the amount of rescurces
aveilable in the Federa! Government arensa.

N specific model is recommended for the strategic
mznagemernt functicn. However, this thesis l1dentified many
¢f the ¢ritica. issues. Any method used shou.d capably

addiess the relevant lessues as shown in this thes:s.
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APPENDIX A

Coast Guard Missions and Competitors

Mission

- Aids to Navigation

- Boating Safety

- Defense Operations

- Environmental Response

- Ice Operation

- Maritime Law Enforcement

- Marine Inspection

- Port Safety/Security

- Search and Rescue

- Waterways Management

80

Competitor

Aids maintained by private
firms or «civilians wunder
pilot program with contract
administered by Coast Guard
Various state and local
government agencies

Navy

Federal Envircnmental
Protection Agency, various
state and local government
agencies

None

Federal Drug Enforcement
Administration, U.S.Customs
Service, various state and

local government agencies

American Bureau of Shipping

Various state and local
government agencies
Department of Defense
various state and local
government agencies

Army Corps of Engineers
various state and local

government agencies




APPENDIX B
Data used to construct Figure 6

(all figures in thousand dollars)

Year Nominal Budget
COAST GUARD RESERVE
1980 42675
1981 438483
1982 51483
1983 54000
1984 55355
1985 59223
1986 58857
1887 64400
1888 62884
COAST GUARD ACTIVE
1980 11152¢C9
1s2l 1336972
1982 1482456
198z 1603758
1984 1690542
18g¢ 179889208
IGRF 16279324
13¢” 18¢227°%
1987 178250C¢
NAVY RESERVE

1980 265054
19z 31857¢
194z 37460C
1982 67843:
1984 767100
1985 1127¢12
1986 126459¢
1987 1394892
1988 1512963
NAVY ACTIVE

1980 7351152
1981 8920265
1982 10324474
1983 10846708
1984 11445908
1985 15701274
1986 15875246
1987 17625440
1988 18237199

66710
67470
65575
65990
65123
67352
65028
69002
62884

1743331
1822976
1888238
1958514
1988872
2045841
1787580
1931077
1782506

419G3C
434385
477136
829066
902476
1281715
1397192
1494580
1512963

11491561
12162932
13150520
13255172
13465774
17856560
17539770
18885074
18237199

100

101.

Adjusted Budget % OF1980

14

98.30
98.92
97.62

ior.

96

97.48

1C3.

43

94.26

100

104.
108.
i12.

.08

114

117.
162.
.17
102.

110

100

103.
.87
197.
215.
305.
333.
356.
36l1.

113

100

105.
114.
115.
117.
155.
152.
164.
.70

158

57
31
42

35
54

25

66

85
37
88
43
68
06

84
44
35
18
39
63
34
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